Given the rising costs of journal subscriptions and the difficulty that authors have in retaining rights to their own works, reform in the scholarly publishing industry is needed. This article, the first in a two-part series, presents an overview of the crisis in scholarly communication and discusses the groundwork that must be laid in order to develop successful programs to address the crisis on college and university campuses. As the de facto centers of scholarship and research on campus, libraries must educate faculty and advocate for more sustainable publishing models. Programs developed by the Boston Library Consortium and its member institutions are discussed.
improve the quality of communication about scholarly communication on campuses, both librarians and faculty usually find quite a range of opinions and concerns regarding the issues.
Overview
A 2006 survey of faculty members at the University of California found that faculty were "strongly interested in issues related to scholarly communication," but that they "tend to see Until recently, the library literature about the crisis in scholarly communication focused predominantly on issues of budget. Librarians expressed concern about the ramifications of the "big deals" offered by publishers, in which less-desirable journals were bundled with essential titles in order to boost revenues; aside from the obvious budgetary implications, the "big deal" also leads to increased needs for processing materials, shelving, and staff time as print journal holdings increase. 2 Now, although the "big deal" is no less of a concern, librarians also focus on issues beyond their immediate purview, including the need to educate and advocate for changes in the scholarly publishing system. Outreach to faculty, which traditionally took the form of subject specialists liaising with academic departments to discuss collection priorities, has now taken on a tone of urgency as librarians work to inform their faculty constituents about how the traditional publishing industry negatively impacts them as authors and as scholars.
The sciences, technology, and medicine (STM) have long been identified as the area in which the crisis in scholarly communication has the biggest impact. Prices for STM journals are significantly higher than prices for journals in the humanities and social sciences, and many STM journals are controlled by large commercial publishing conglomerates. The journals published by these companies are regarded as essential in several ways: for scholars seeking to publish their work, for researchers seeking to understand significant new developments in their fields of study, and for librarians seeking to provide their users with access to indispensable scholarly literature. In other words, we are all captive audiences.
Although it would perhaps be painting with too broad a brush to say that all publishers of these journals take advantage of scholars and librarians, it is not going too far to say that we often find ourselves over a barrel when it comes to considering our scientific journal subscriptions. Increased specialization and interdisciplinarity in the sciences has also led to more new titles being published that appeal to narrower audiences, but those specialized areas are often ones that universities hope to cultivate in order to attract scholars and funding; therefore, libraries are often pressured to purchase new, expensive titles that may be read by only a few faculty members or graduate students. As librarians, we thus find ourselves faced with difficult decisions to be made in terms of which titles to renew or purchase and which titles to cancel. Too often it is the less-expensive social-science or humanities titles that are cancelled, at least in print format, in favor of the costly scientific titles. The social-science and humanities titles are continued in electronic database form, if at all. 3 Another way in which libraries are directly affected by the crisis in scholarly publishing is through the restrictive copyright transfer required by traditional publishing contracts. When authors sign such contracts, they generally sign away many of their rights to their own work, such as the right to place it on reserve at the library, deposit it in an institutional repository, and the right to include it on their personal or faculty Web sites. Authors must negotiate with publishers to retain these rights, and in many cases they are either unwilling to do this or unsuccessful in their attempts. Ownership of these rights benefits the publishers by increasing revenues through royalty charges or through legal settlements due to copyright infringement, and the mega-publishers are known to be inflexible in their unwillingness to allow author amendments to copyright agreements. Knowledge Project is a federally funded research initiative, based at two universities (one private, one public), whose mandate is "to improve the scholarly and public quality of academic research through the development of innovative online environments. paper's author, Glenn Ellison, notes that the authors he studied appeared to be publishing at the same rate (based on the number of their citations), but that the number of articles they published in peer-reviewed journals had declined by 15 percent between 1990-1993 and 2000-2003. 9 He concludes that these researchers are choosing to publish their works in other venues, but does not indicate that he was able to determine whether or not these venues were peer-reviewed. Thus he equates the decline in publishing in traditional peer-reviewed journals with a decline in the quality control of scholarly publishing, at least in his field, economics.
Any librarian can provide Ellison and others who believe as he does with some insight on this matter; namely, that there are many high-quality sources of information on the Internet but that each must be evaluated. Lack of peer review, or lack of the traditional structure of publishing, in other words, does not necessarily equal lack of quality or importance of the information published. Publishers of open-access titles are also struggling to correct this misconception by employing basic information-evaluation talking points, such as reminding their audiences that peer review still has a place in open-access journals.
Universities themselves also perpetuate the traditional model of scholarly publishing through their systems of tenure and promotion. In the University of California survey, faculty expressed concern that these systems were hindering change in scholarly communication.
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Especially in the sciences, publication in peer-reviewed journals is essential for gaining tenure in the university environment. In some disciplines, tenure may even depend on publishing in specific journals or with specific publishers. Younger faculty who are seeking tenure are thus constrained in their ability to challenge the traditional publishing model. Tenured faculty, although they may in theory be more able to choose where they publish, generally tend to stay with journals where they have already established publishing histories. They, however, are the audience to which librarians need to direct their outreach efforts, since they are the most at liberty to step outside the traditional publishing model. Often, misunderstandings lead faculty to dismiss the notion that they should consider these alternatives, and on many campuses it has fallen to the library to educate faculty and thus foment change in the publishing system. Unlike the University of California, most colleges and universities have not established a dedicated office for scholarly communication. The library, as the traditional "heart" of scholarship on campus, thus becomes the de facto center for scholarly communication.
Developing a Successful Scholarly Communication Program
Although library administrators, pressed for staff time and resources, might wish for it, there is no out-of-the-box program that can be implemented by libraries seeking to address the crisis in scholarly communication. Before rolling out a new product, any good company will do some market research. A good library should do this, too. Librarians may think they know their faculty well, through their connections with them as subject liaisons, through campus committee work, and face-to-face interactions at the reference desk. The involvement of support staff in this program should not be overlooked, either. On university campuses, some library staff members may be working towards advanced degrees and thus will be interested in the topic from an author's perspective. But at a most basic level, librarians should avoid giving support staff the impression that scholarly communication is solely a "professional concern;" rather, they should encourage support staff to learn more about the issues and emphasize that scholarly communication is important for everyone on a university campus.
Above all, the library must strive to present a strong and united effort in its scholarly communication program, and one important way this can be achieved is through the education and inclusion of all levels of library staff. 
